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SUPERVISE PERFORMANCE 


Introduction 


The success of your programme depends very much on whether your staff does 

a good job. If certain tasks that should be done are either not being done 
correctly or are not being done at all, then you may not achieve your pro- 

gramme's objectives. As a manager, one of your primary responsibilities 


is to supervise (that is, oversee, direct, and, above all, assist) the work 


being done by your staff. 
A good system of supervision includes the following two essential elements: 


1. Frequent visits by supervisors to their staff. 


2. Periodic reports by staff to their ‘supervisors. = 
; ios ISq Hoog 
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The effectiveness of any system of supervision 


« Reports. 
of information that flows back 


depends upon the quality 


and forth between the field level and the regional level, 


and between the regional level and the central level. Such 


periodic reports, records, and 
of each level of the 


information should consist of 


newsletters describing the operations 0 


immunization activity. If the reports and records are de- 


signed and completed properly, they help supervisors find out 
exactly what work is being done correctly and/or incorrectly. 
The newsletter will summarize programme results and problems. 
It should provide assistance to improve field immunization | 


activities and should show field workers that their performance 
is important. 


Frequent visits and reviews of periodic reports will enable you to maintain 
good gee aneges if you: Sade 5 Mme 
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e Observe and reinforce correct performance. If field staff are 


_ performing their work correctly, praise them ALIAS: 
tecognit: =m ed, done" seh ical ae rk ch 


FLOWCHART 


The tasks which must be done to supervise performance are shown in the 
flowchart on page 4. Each block ((_)) in the flowchart represents 

a basic task. Read the blocks in order from left to right unless the 
arrows point back to an earlier block. The diamond (D) means that 

you must make a decision and answer a question. If the answer is "yes," 
follow the "yes" arrow; if the answer is "no," follow the "no" arrow. 

If you find it difficult to understand the flowchart, ask a course manager 
for help. 


The main tasks discussed in detail in this module, outlined in heavy 
black ink, are: 
1.0 Describe the work to be done to achieve objectives 
4.0 — elton Gandia 5 6 Fy 3 oid ton, "Is performance 
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1.0 DESCRIBE THE WORK TO BE DONE TO ACHIEVE OBJECTIVES. 


To supervise performance, you must describe the specific enitel 
to be done and the acceptable standards of performance for those 
tasks. That is, you must describe what needs to be done and how 
it must be done. To do this, take the following steps: 


1.1 Write down programme objectives. in. ativan determine 


Most likely, these objectives will be given a. pg 
These mel cet oS aliou, é ke De: Ge of k oes hea! hs 
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1.5 Write a job description for each individual you supervise. 
A job description lists all of the tasks (from 1.4) which 
the person is supposed to do, and the acceptable standards 


of performance for each task (from 1.3). They should be 


~ 


simple yet complete. 


1.6 Write down the skills and knowledge necessary to perform 
the tasks in each job. Review the group of tasks in each 
job description and their standards of acceptable performance. 
Then write down what the individual needs to be able to do 
and what he must know in order to perform his job properly. 


NOTE: This list of skills and knowledge is of ten inc taded 
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Exercise A 


Instructions: Read the following partial job descriptions. Then 


answer the two questions below. Write your answers 
in the space provided after each question. When you have 


completed this exercise, consult a course manager. 


I. Name of Job: Storekeeper -— are <Sv(fplies 2-H iSl« 


Keep supplies orderly and available. 
Keep records of receipts and issues. 
Aid in monitoring stock of vaccines, supplies, and equipment. 


Ensure proper storage of all vaccines, supplies, and equipment. 
Issue supplies as needed. 


aie of Joh: Advmnce MaaiGomwsier Whtlicee — “8 
of Job: vance Man/Community eT eee ¢ 


1. Begin arrangements for vaccination sessions approximately one 
_ month before team arrives at site. 


j A sac : eoied éenge re — 


« apn! 08. 
ra a a eS a ts o 


which one would be easier for you to perform? Write your answer 


below. 
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2.0 HIRE/ASSIGN STAFF TO PERFORM THE WORK. 
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Review the qualifications of the applicants for each job to 
find the individuals who have the best skills and knowledge ~ 
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3.0 PROVIDE BASIC TRAINING IN HOW WORK SHOULD BE DONE. 


Inform all new personnel of: 
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4.0 IS PERFORMANCE OF WORK ADEQUATE? 


To answer this question, you must continual ty monitor the performance 
of your staff. Managers at both the regional and local levels must 


do this. ’ 


a? Pe ou 


i roblems 
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those monitoring functions that are performed at the vaccination 


centre level. Notice also that at both the regional level and the 


vaccination centre level, the monitoring functions that need to be 


performed have been divided into five categories. These categories 


are: 
Vaccines Cold Chain 
Supplies Public Participation 
Vaccination 


The first part of the annex is printed below. 


Programme Type of Problem 3 
Level Category Monitoring Method Frequency Indicator j 
Region Vaccines 1. Calculate vac- Compare Monthly Difference 
cine adminis- total doses of more 
tered. adminis- : <« «o_than 25% 
tered with bie? 
fain & amount ad-— _— iste uvoy 20 
ministered aide ob 
in earlier Bai ol, 
emeldoxg Git 022 #i: 35: BLO: : periods. Sea er x al Se oqivg sat 
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>. The fifth column, "Frequency," tells you that you might calculate 


vaccine administered every month. The frequencies in the annex 


are only suggestions; what is essential is that you see that moni- 
toring occurs continually. It is not just to be performed from 

time to time or once a year; it requires constant effort. The more 
time and attention you devote to monitoring your staff's performance, 


the earlier you will find and solve problems. 


6. The sixth column, "Problem Indicator," tells you that you would know 
you had a problem with vaccine administered in the region if the 
difference between the amount of vaccine administered this month and 


the amount of vaccine administered in earlier periods were more than 
252 e 


The types and methods of monitoring in the annex are only samples and 
suggestions. Read the annex using the guidance provided above. Feel 
free to modify and add to the annex so that it represents what types 
of monitoring yo you u will perform, what methods you will use, how often you 


ses nines and what v t will indicate that you have a problem. _ 
ot LB isa FOTT tiate >of Dboedstexsi2 ss 7 
ae If your ‘monitoring indicates th that t performance is is adequate, a Rast take = = 
ia. + +#steps to ensure that it continues. For a discussion on how to : 


x “4 
; =~» aa 
 £ this, P< 
Ty - ? ~ 75 
ae toe 
“ 4 Sala, an ‘or ne 
wT -_ =e 
an. - 
i 
: : 
7 
: 


4.2 


4.3 


For example, suppose that you were checking to see that procedures 
for the cleaning and sterilization of needles and syringes were 


and through monitoring found that the 


being carefully followed, 
The tasks that might 


being followed correctly. 


procedures were not 
performed and that resulted in this prob 


lem 
have been inadequately 


(described in the step-by-step task description) include rinsing 


the syringes and needles in clean water, pushing the needles 


through small rolls of gauze to protect their points, and boiling 
the water for twenty minutes. 


Describe the correct performance of the tasks found in Step A 


Use the step-by-step task description to describe the way in 


which the tasks should be performed . 


Describe how the tasks are being performed at the present time. 

A variety of methods are available to assist you in completing 

this step. Some of the methods are described below. 

e Observe your staff as they work and compare their work with 
the descriptions of what should be done. This will give you 
a firsthand look at your staff's performance, and the oppor- 
tunity to spot potential problems or to catch problems in 
their early stages. 

e Analyze records and reports. If properly designed, the records 
and reports will allow you to detect inadequate performance. 
(See the Forms Package for a complete set of sample records.) 

@e Conduct personal interviews with your staff. In addition to 
helping you identify specific performance problems, this will 
help you to find and resolve problems related to staff morale 
before these problems affect job performance. Personal inter- 
views will also allow you to provide individual feedback to 
each staff member on tasks he/she performs especially well 
or on tasks that need improvement. 

e Conduct staff meetings at regular intervals, encouraging staff 
to make suggestions and to discuss their problems at these 
meetings. This will help you identify common problems and 
reach group decisions on their solutions. 
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4.4 Compare the results of Steps 4.2 and 4.3. Describe the 
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tasks that are not being performed at all or that are not 

being performed correctly. You will then have identified 

the performance problem. For instance, in the example having 
to do with the incorrect cleaning and sterilization of needles 
and syringes presented in Step 4.1, the performance problem 
might be that the water in which the equipment was to be 
sterilized was boiled for only five minutes, not twenty minutes. 


As you will see in Step 5.0, "Describe Performance Problems," 
the tasks which you determine are not being performed at all 

or that are not being performed correctly should be further 
studied to provide additional information about the performance 


_ problem. Having as much information as possible will increase 


gy crane? finding the cause(s) of and solution(s) pa 
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5.0 DESCRIBE PERFORMANCE PROBLEM. 


5.1 You should be very precise when describing a performance problem 
so that you will be better able to correct it. To do this, 
ce you will need to search carefully for certain kinds of facts 
that will help you define the problem in more detail by using 
the methods described in Section 4.0 (that is, observations, 
record analyses, personal interviews, staff meetings) . Obtain 


answers to as aeaty of the following questiinie as possible: 


“=e records 


| What or whom is affected by the probler iii 
a sal > ac 


glia poe not affected by | the e problem? — = 
ai ied peers occurri 1g? ere ; 


How urgent is it? To determine this, find out how critical the 
time pressure is. How much time do you have to make a decision? 
Is the problem so urgent that it cannot be ignored? What would 
happen if you didn't try to solve the problem immediately? Can 
you take temporary action to solve the problem now and conduct 
a more detailed analysis of the problem at a later time? What 
will happen if you do this? 


How serious is it? What will the effects be over a long period 
of time if this problem remains unsolved? What effect does the 
problem have on other people? On resources? On other depart- 
ments? On safety? Will the problem create future problems if 
action is not taken to solve it now? 


Is the problem etting better or worse? Will this problem get 


worse or weet it solve itself co deg ee ~ alone? 
peobor soa utgakse 5 | ae 


_ How long will it take to solve it? Should you spend a lot of 
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CHECKLIST 


Describe a Performance Problem 
1. What is the problem? Does it need to be solved? 


2. Identify the possible tasks that, if performed incorrectly, 
could have resulted in the problem. 


3. Describe the tasks that are not being performed correctly. 


4. Describe the size of the problem by answering the follow- 3 
ing questions: 


a. What or whom is affected? is not affected? 


Db. Where is the problem occurring? not occurring? 


¢. When is the problem occurring? not occurring? fenme 
20 Jol « bases : ; = | = ee 
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A sample problem description is provided below. This sample problem 


description was prepared using the checklist on the previous page. 


1. What is the problem? Does it need to be solved? 


The number of children returning for second DPT vaccinations has 


decreased greatly. This is a serious problem which needs to be 
solved. 


2. Identify the possible tasks that, if performed incorrectly, could 
have resulted in the problen. 


J 


The problem may have occurred for many reasons. Perhaps mothers 
were not informed of the need for return visits, were not treated 
kindly during their first visit, or were simply not able to return 
for a second visit, for whatever reasons. 


3. Describe the tasks that are not being performed correctly. 


Older vaccination staff members working in many health centres 

are not always informing mothers about the vaccinations being 

given to their children, the need for these vaccinations, possible 

reactions, and the need for return visits. In addition, they 

usually do not encourage mothers to ask questions. (Staff are 

always courteous to mothers, however, and mothers are Fong re to 
attend if they want to.) ‘asvloe ad o3 been Jf geod 
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affected. Older staff members feel that they have seen enough, 
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Exercise B 


Instructions: Think of one serio 


us problem that has occurred in your im- 


munization programme. Write answers to each of the questions 


in the checklist below. Use the space provided after each 
question to write your answers. 
use additional sheets of paper. 


of the questions in the checklist, consult a course manager. 


If you need more space, 


When you have answered all 
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What or whom is affected? 


What or whom is not affected? 


Where is the problem occurring? 


Where is the problem not occurring? 


When is the problem occurring? 


When is the problem not occurring? 


5.2 Many performance problems that occur could be prevented if they 


had been identified and corrected early. The annex to this 


module titled "MONITORING FUNCTIONS" provides a useful tool to 


assist you in identifying problems sooner. An example of how 


to use the annex is described below. 


Reread the sample problem description that was presented on 


page 19. Then, refer to the annex of this module and look only 


for the type of monitoring that could have been used to identify 


i See er, Bs 


inadequate performance by older vaccination staff members in 
This type of monitoring can be found in the 


a 


informing mothers. 
vaccination centre level under the category "Vaccination." It 


is on page 55, number 3: 


Type: Check that mothers receive all of the essential 


information about vaccinations. 


Method: Observation of staff during educational sessions. 


Exercise C 


Instructions: Using the annex to this module, determine the types and 
methods of monitoring that could have helped identify 
the performance problem you described in Exercise B. Use 
the space below to write your answers. When you have com- 


pleted this exercise, consult a course manager. 


BS AMT) 2 ,. “ad Ole 
.seldorzad SQnaaTrO 719g & Dadliss Di; pe isi serean ; + oY te7a yen 
‘Eine tack a: esl 52 ; ; andied bp 
woad woe tad aotiupss iat ti of Gossvio bali secon goy 


23d ‘gdh aaus> eft 


5 qs 


mia 


: oe “apbeiwond. ¢o pitas to “Soar it Ls 
tw SSS RE Et Aaa i OSE ft. : 


par cep riot ts aomd ba . 


Keep performance 
satisfactory 
through positive 
comments, refresher 
training, etc. 


6.0 IDENTIFY CAUSE(S) OF INADEQUATE PERFORMANCE, 


After you have identified and described a performance problen, 
you mst find a solution to it. This requires that you know 
what is causing the problem. The cause might be: 


e a lack of skill or knowledge lseh Stef/- / equpret 
ea lack of motivation =_ : 
a a meeencle (such as lack of time, insufficient reso 
ta 2c J the 
| labor’ So eh be roblen may ge 
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Does the performer _lack the necessary skill or knowledge 


to do the task? In other words, does he know how to do the 
job? The cause of the problem is not a lack of skill or 


knowledge if he could perform adequately when forced to 
do so. 


If the cause is a lack of skill or knowledge, use the 
following questions to obtain more information that will 
help you design your solution. 


ey oO 


it properly? For example, instead of requiring the per- 
former to remember many steps, perhaps you could provide him 
with a checklist to which he could refer when performing the 
task. This "job aid" would change the skill requirements of 
the task and simplify the job, so that it could be handled by | 
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You should determine if informal on-the-job 


can provide. 
If informal training would not 


training would be effective. 
be effective, a formal training program may be required. 


The module titled "Provide Training" contains more 


detailed information on selecting good training 
solutions. It is nearly always possible to find some 


way to provide training for people. 


If training is not worthwhile, determine if the employee 


can be transferred or fired. If so, remove him/her and 


hire a new employee. If not, you will have to change 


the tasks of the job so that the present employee can 
perform them. If this is done, you may also have to 
lower the objectives of your immunization activity. 
For example, if employees cannot be trained to vaccinate 
all of the children you had planned, you may have to lower 
0 your coverage ab fecttve: : 
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promotions. If someone feels that performing his job 
improperly will bring rewards, he will perform that way. 
For example, if an employee finds that he will have an 
extra day off if he does not go to vaccinate at outreach 


centres, he may be tempted to do so. 


-@ Does it matter to the employee if he does the task properly? 
If nothing happens when someone takes the trouble to per- 
form properly, and nothing happens when he performs improperly, 
he may think the task is not worth doing. Simply telling the 
employee that something is important does not necessarily 
make it important to him. If it is not important to him, he 
may not perform it properly. 
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12.0 IDENTIFY NON-TRAINING SOLUTION(S). 
The solution to a performance problem will depend on its ee! me 13 
Possible solutions for the types of causes described in the previous — 
section are shown in the chart below. oY of? ehiSege 
Cause Roliwoliot saz ¥ teisas Solution ; yoy dokde anolsuloes ad? 


bigots yetT . .@iyegiws 
Lack of skill or knowledge 
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Lack of motivation 


Reduce or eliminate punish- 


e Good performance is 
ment. 


punished, 


Reduce or eliminate reward. 


e Poor performance is 
Reward good performance. 


rewarded. 
e@ Performance is neither Reward good performance. 
punished nor rewarded. 


Eliminate obstacle or reduce its 


Obstacle 
effect. 


This chart indicates the general type of solution needed to remove 

each cause. For each appropriate type of solution, you need to 

specify precisely what it would involve. For example, if on-the-job — 
training is indicated, specify what such training would include 

and how it would be conducted. If rewards need to be provided, _ = e 
specify the rewards that would be feasible in this situation. | —— 


$ > ae 2 & | 

as fe Litxe 5 3 
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; rary eigen of the performance 
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‘The solutions which you select should satisfy the following | witl the ie 


Keep performance 
Satisfactery 


Provide through positive Selecu| jPevelen Fanie- 
basle comments, velresher sdiationd train- betes 
trainin training, ete. ing ing pore 
in how metiod| [mute~ jug 
work 9.0 J jrials a) 
should 10.0 

be done 


Other 
cause(e)- 
lack of 
motiva- 
tion, 
obsta- 
cles 


13.0 IMPLEMENT NON-TRAINING SOLUTION(S) . 


Once you have selected the best solutions, try to implement them 
so as not to disrupt actual work. Continually check to see if the 


eet . 


0,af 
so utions are working : and 4f the sabi pil problem has been solved. 
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Keep performance 
satisfactory 

through positive 
comments, refresher 
training, etc. 


Provide 
basic 
trainin 
in how 
work 
should 
be done 


Other 
cause(s)- 
lack of 
motiva- 
‘tion, 

‘obsta- 
cles 


14.0 KEEP PERFORMANCE SATISFACTORY THROUGH POSITIVE COMMENTS AND PERIODIC 
REFRESHER TRAINING SESSIONS. 


When performance is satisfactory, you should reward the employee in 

some way. For example, compliment the employee, increase the employee's 
responsibility (if that would be rewarding to him or her), or give the 
employee public recognition. When possible, reward continued outstand- 


ing performance with a raise or promotion. 


You should also provide refresher training to make sure that all 
employees maintain the necessary skills to perform the job properly. 


(See "Provide Training" module.) 


Continue to monitor performance to maintain high quality work among 
your staff and to detect any future performance problems as soon as (or 


before) they occur. 
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Exercise D 


Instructions: 


1. 


aiwe7s 


att 


= - 


Read the checklist on the following page. This checklist 
summarizes the questions you must ask in order to describe a 
performance problem, identify the cause of this problem, and 
identify a solution for the problem. The first part of the 
checklist is the same as the checklist provided on page 18. 


After you have read the checklist, read the sample on page 
35. This sample was prepared using the checklist on page 34. 


After you have read the sample, tell a course manager that 
you have completed this module and are ready for a group — 


discussion about desentbing and solving performance problems. 
~ | Uf ofS Pilsoeps 
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CHECKLIST 


Describe a Performance Problem 


1. What is the problem? Does it need to be solved? 


2. Identify the possible tasks that, if performed incorrectly, could 


have resulted in the problem. 


3. Describe the tasks that are not being performed correctly. 


4. Describe the size of the problem by answering the following 


questions: 


a. What or whom is affected? 


b. Where is the problem occurring? 


c. When is the problem occurring? 


5. Does the performer lack the 
necessary skill or knowledge 
to do the task? 


“te ada 2 task be simplified? 


is not affected? 
not occurring? 


not occurring? 


Identify tea Solution 


i. = 3 splayed *s 


Simplify task with inst; t 

dng Ss, or other job aids. ; ae: 
‘insed outstand- . 

Provide ontienee practice. 
Work with employee. 


Proviue bn soy K ‘on ae 
Prine waz 


SAMPLE 


Describe a Performance Problem 


7. 


What is the problem? Does it need to be solved? 


The number of children returning for second DPT vaccinations has 
decreased greatly. This is a serious problem which needs to be 
solved. 


Identify the possible tasks that, if performed incorrectly, could 


have resulted in the problem. 


The problem may have occurred for many reasons. Perhaps mothers 
were not informed of the need for return visits, were not treated 
kindly during their first visit, or were simply not able to return 
for a second visit, for whatever reasons. 


Describe the tasks that are not being performed correctly. 


Older vaccination staff members working in many health centres _ 
are not always informing mothers about the vaccinations being _ 


- given to their children, the need for these vaccinations, possible 


reactions, and the need for return visits. In addition, they 


usually do not encourage mothers to ask questions. (Staff are 


lways c -eous to 1 the s, however, and mothers are able to 
attend if she aS Eee: i 
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4. 
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ee 


Identify the Cause 


5. Does the performer lack the neces- 
sary skill or knowledge to do the 
task? 

No, the older vaccination staff 
members do not lack the neces~ 
sary skills and knowledge; they 
know how to educate the mothers 
about immunization. 


6. Does the performer lack the moti- 
vation to do the task? 


Yes, they lack the motivation. 
a. Is good performance punishing? 


Yes, it is punishing to them 
to do the task properly. It 
takes time and they frequently 
have to work late. They are 
not paid for overtime work. 


¥ St mf 
po pe J 64% Foe, 4 
GS Fs a5) ; Sh 


Reduce or eliminate punishment. 


e Reorganize the session so that 
mothers are given information 
in groups rather than individ- 
ually. 53 


e Assign an equal number of groups 
to both old and new staff mem- 
bers. sii gH 7 fer3 eB 


“@ Rotate assignments for late 


afternoon sessions. = 

4.03 Sag vad? 22 Seedjs 
e Attempt to obtain funds to pay 
_ them for overtime work. =~ 


fob aids. 
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GLOSSARY 


adequate performance - work which is being done correctly 


basic training - provided to new employees or employees with new 


responsibilities for immunization activities 


flowchart - diagram of steps necessary to perform a task which shows 
the order in which the steps must be performed 


job aid - a tool such as a checklist, chart, poster, etc., which is 


NN 


used on the job to help a person perform his work correctly 
monitor - to critically observe or oversee 


monitoring method - how information is collected to describe present 
performance of tasks. Methods include observations 
of staff and analyses of records 


7 monitoring type - an action used to identify adequate or inadequate 
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